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MEMORANDUM FOR: Director of Training

SUBJEST ¢ Pitness Report

1, Immediately upon the adoption of the Fitnoss Report last fall,
steps were taken which will lead to its eventual improvement. A
questionnaire was construchted,|and from 1000 %o 1500 coples distrioubed
o those who were rendering Fiiness Reports.

2. The questionnaire is being returned very glowly. As yeb, an
insufficlient number have been recelived to make a thoroush analysis
profitable. A preliminary analysis of the 173 cpestiommaires that have
been received suggests three conclusionss (1) there are questions which
will need chamging; {2) there is no overwhelming objection among supere
visors to the report as it stapds: and (3) an opinion held by the A and
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I, A tentative eonclusion £rom resetions to the questionnaire
is that from 10 %o 15 of the 30 items in Section IV wlll nead deletion
or modification,

5. I% should be noted that 50 per cent of the 173 refurning
questionnaives have been with the Agensy morc than & years. Taus, the
questionnaires have becn complated by relatively experienced Agency
personnal. _ '

5. Cne of the most comtroversial items conecerning the Fitness
Revort is whether or not 1% should ke shown to the individval rated.
Only 23 per cent actually disaporove of the secltlon coneerting showlng
the reoort as it now gtands. 52 per cont believe that it chould be
required o be shown to an unsatisfactory enployase and 50 par csub
bzlieve 1% should be shown %o other thas unsatisfactory employses. In
tarms of what people actually do, 45 por cent of the Fitnexs Reooorts
recoived and tabulated hove besn shown to the individuel. These results
indicate the eontroversial mature of ¢this problem and (mdicave thab
any departure Lrom the present mothed will require decisions at a hign
Ageney lsvel.

7. ‘Fhe present Filtness Report was not designed o be applicable
+o clerieal persommel. I¢ has recsived some critieism on Lhils account.
0f the 384 reports thus fapy tabulated, the maximum per cent of checks
in the "Not Observed” column 18 30. Ths next highest is 14 per eent,
and Zor most items it ig below 10, Apparently, raters are finding it
pessiole to rate a large majortty of their subordinates with theso
items. This 49 not to say that Section IV could not be improved Lrom
the standpoint of its applieability to clerical workers,

7. Experiencs with filtness reporting has made it clesr that
raters become confused 1€ changes are made yanidly or om bases so
fragile that the changes later are withdrawn. Experience vith fitness
revorting hes also made 1t clear that the only solid besis on which
they can be raovised are {1) studies of how raters actually asa the
1tems, and {(2) questionnaires to dotermine whick kimd of items the
#aters themselves Tind most azzcoptable. Studies of both kinds will be
wdertaken. The slaw rate of return of both the questionnzirzs apd -~
the Filaess Heports s delsying these studics. The rosulis recopded
above musd be considered temtative until a pudbse of Fitness Repcyis
azd cuesvionnalires sulfiiczient Lo warrant a really thorough sralysis
have bean reczived.
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